The Newfoundland and Labrador Folk Festival, a Case Study of Growth, Staging Place, and the Not-for-Profi t Reality and I returned this past fall as a member of the Board of Directors. Th is connection has provided benefi ts in terms of access to interviews and information in the offi ce, particularly the NLFAS' un-catalogued archival collection, but my association also has implications for my approach to the material. I remain cautious about the light in which I portray the organization and hope that through using multiple sources I am able to maintain awareness of the subjective nature of my experience and perspective. 1 Infrastructural Challenges "It's all just a big crapshoot"-these were the fi nal thoughts of NL-FAS Events Coordinator John Clarke when we wrapped up our interview. Clarke has been organizing the logistics for the NLFF for the past seven years, managing everything from labour and on-site construction of stages and tents, as well as obtaining the various permits and licenses required for the festival-the prices of which have steadily increased as the overall stakes and scale of the event have grown. Th e past six years have seen the greatest ambitions, worst weather, and, thus, largest fi nancial losses, in NLFF history. Th e event's integral place in the local music scene has ensured the sympathy of all those who have a fi nancial stake, to the point that the current president of the NLFAS Board of Directors, John Drover, is not concerned in the slightest about the sustainability of the festival: "No matter how big the defi cit, people will step up to the plate and make sure it continues. If it was a private business, it would have gone bankrupt years ago," (Personal Interview). Th is is not to say that the festival aims for a defi cit or is not a
by Maile Graham-Laidlaw
In August 2015, the Newfoundland and Labrador Folk Festival (NLFF) celebrated its thirty-ninth offi cial year. Initially a oneday event showcasing the performers of rural Newfoundland and Labrador for around 100 audience members, the provincial folk festival has grown to span the course of three days, featuring artists from across Canada; a peak weekend will draw 9,000-10,000 patrons across fi ve individually ticketed sessions. Th e NLFF is the fl agship event of the Newfoundland and Labrador Folk Arts Society (NLFAS), a membership-based, non-profi t organization. Th e NLFAS has adapted to the growth of the festival with structural changes in administration, evolving from a membership-and volunteer-run organization to a staff ed and increasingly professional endeavour.
Th rough archival research, interviews with key festival organizers, and refl ections on my experience with the organization, I will examine the practical challenges of staging and sustaining an annual event for folk arts performance. Th ough the artistic activities provide ample material for analysis and discussion, I will not focus on the content of the festival; what interests me in this article are the frameworks in place for producing a large-scale event as a non-profi t organization with a cultural mandate and focus.
Before engaging in discussion, I should make clear that I am currently in a novel position as a scholar. I worked for the Folk Festival during the summer of 2014 as a festival assistant, experience upon which I draw for my ethnographic accounts of the labour involved staging this event. I also remained employed by the organization as an offi ce assistant from fall 2014 to spring 2015, ctr 167 summer 2016
The Newfoundland and Labrador Folk Festival | FEATURES tightly run event, but rather that certain allowances are made to ensure it continues should there be a fi nancial loss.
Th e Newfoundland and Labrador Folk Arts Society has been active in the music scene for over forty-eight years. As a nonprofi t organization, resources are incredibly limited. Th e NLFAS is membership-based and run by a volunteer board of between eight and twelve. During the year, there is one full-time staff member; at the time of the festival, there are usually three, one of whom is a summer student.
Being on the board is "like having a second job" (Drover, Personal Interview). Drover estimates that he puts over 400 hours a year into the administration of the NLFAS. In a 2007 strategic plan, "board fatigue" was cited as a serious deterrent to long-term board member presence, as demand for even more work increased alongside the festival's growth. As well, Drover stated that with the festival's unstable fi nancial situation it is hard to pay a good, fulltime executive or artistic director what they're worth to run the organization, leading to ongoing administrative instability over time. Staff members are, quite simply, overworked. Given this strain, the NLFAS makes use of an extensive network of volunteers. Before, during, and after the festival, over 250 volunteers do approximately ten hours of labour each in exchange for admission all weekendover 2,500 hours of work all-told. While offi ce staff such as myself and the current offi ce manager assisted in the process for the 
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Th e physical structure and program layout of the NLFF has changed very little since the fi rst (then-titled) Newfoundland Folk Festival in 1977. In 1976, a one-day, single-stage outdoor festival event was held in Bannerman Park, featuring musicians, storytellers, and dancers mainly from outport communities around Newfoundland. Th e 1977 event was an expansion of that concept into a three-day, nine-session event in the fi rst full weekend in August, with sessions organized into themes like "Squeeze Box, Fiddle, Whistles and Th ings" (Program, First Annual Newfoundland Folk Festival 1976). Over 5,000 people attended the 1977 event, refl ecting the growing popularity of folk festivals and revivalist culture. Performers were not paid, but they received the opportunity to share their traditions with a receptive audience. Th e unpaid performances were not necessarily for exposure but for preservation; the early folk festivals featured many older tradition bearers and off ered them a public space to perform. When performers were paid in the early years, they all earned the same fl at rate, regardless of how big a name they were.
Th ere have also been increased regulations in recent yearscity engineers must now inspect and sign off on any temporarily built site, a requirement that wasn't in place during the festival's early years. Previously, the stage could be driven onto the site and set up on the Th ursday prior to the festival; now, it needs to be brought in on Tuesday or Wednesday and prepared for inspection, meaning security and labour are needed over a longer period of time. Th e temporary move to Bowring greatly impacted the budget for site maintenance. In 2012, the budget line for various equipment rentals was just under $35,000 dollars; in 2013, this amount went up to almost $55,000 due to the need to rent generators and fencing, items that were readily available in Bannerman.
According to both John Clarke and John Drover, the 2013 festival acted as a "trial run" for 2014's event. Building on lessons learned the prior year, the execution and planning for 2014 was "almost perfect," with everything for the site in place on time or early and most administrative loose-ends tied up by Th ursday afternoon. Everything was set for a banner year, had it not been for the weather.
Financial Challenges
In recent years, the cost of producing the festival, including site costs, logistical expenses, and artistic programming, has been between $300,000 and $350,000. Many of these costs are incurred prior to the festival and are buoyed by outside fi nancial support. Despite being a membership-based organization, the bulk of the NLFAS' funding comes from grants and sponsorship agreements arranged by the offi ce, rather than memberships and donations, as refl ected in the budget sampling below. Th e festival receives support from government agencies at the municipal, provincial, and federal level. Th ese agencies include the Canada Arts Presentation Fund (CAPF) and Canadian Heritage on a federal level, NLArts (formerly the Newfoundland and Labrador Arts Council, NLAC) and the Cultural Economic Development Program (CEDP) on a provincial level, and the City of St. John's Special Projects and Festivals grant. As well, the festival is supported privately through sponsorship agreements; currently, the largest corporate sponsors of the festival are Statoil and TD Bank. Many of the sponsorship agreements include in-kind donations. Although the contribution of time and eff ort from volunteers is invaluable, the need for signifi cant fi nancial support from outside sources has become a reality of funding a major arts event.
Sources of revenue.
Over 5,000 people attended the 1977 event, refl ecting the growing popularity of folk festivals and revivalist culture.
In the late 1970s and early 1980s, the festival moved around the city of St. John's, eventually settling in Bannerman Park, a Victorian-era park in downtown St. John's, in 1984. In 2013 and 2014, renovations in Bannerman necessitated a temporary relocation to Bowring Park, a more isolated area. Members were not pleased with the change in site, as it was a literal move away from the traditions of the festival. Despite signifi cant diff erences between the sites, the general layout of the festival was maintained in Bowring, echoing years of unchanged festival structure (discussed later).
Th e move to Bowring Park caused additional logistical problems. Consider, for example, the challenges of fencing a more open fi eld, an issue that was exacerbated in July 2014, when John Clarke discovered that the organization's usual fencing supplier had rented out their entire stock to one construction company for several years. Fencing was scraped together from the St. John's Port Authority, the city of Mount Pearl, and several smaller contractors, which added labour costs for shipping, loading, and eventually sorting over 2,500 metres of chain link fence.
Th e site change greatly aff ected accessibility. Th ere is historically a two-hour break in festival programming over the supper hour when the park is cleared of all audience members; this was no problem when the festival was located in Bannerman Park in downtown St. John's, close to a number of other amenities. Bowring Park, however, is further out of town and mainly accessible by car; long-time audience members who would walk to the festival were forced to make other arrangements. Moreover, the location's isolation damaged beer and ticket sales, despite the festival and city arranging for free late-night shuttles downtown. Th ese concerns, and others about the site, came up frequently in the postfestival debriefs and at the annual general meeting in 2014. ctr 167 summer 2016
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In the past six years, the NLFAS has lost signifi cant amounts of money on three festivals, largely due to weather. Th ere is a certain amount of risk involved with staging an outdoor festival on a rock in the ocean; Newfoundland in August is incredibly unpredictable. For example, during the festival weekend in 2014, the Avalon Peninsula saw 55mm/h of rain on Friday night, and on Saturday, a thunderstorm so severe that organizers were forced to clear the park in a matter of minutes for fear of public safety. In 2015, the festival moved back to Bannerman Park; it was also a much better year for weather, and subsequently revenue-the hugely successful festival did a great deal to alleviate fi nancial strain. doesn't come out for the actual "folk" music. Booking major acts over the past ten years has also served as an evangelical attempt to introduce a new audience to folk traditions and change the way "folk" music is perceived; however, there are often two distinct audiences emerging as a result. Th is second audience type purchases festival tickets like they would for a show, coming to the grounds ten minutes before the headlining act, rather than camping out and engaging in the participatory nature of the festival, as exhibited in workshop attendance and a charmingly stubborn tendency to sit out in the rain for the entirety of a session.
Th e summer festival scene has also expanded as St. John's economy has improved; as such, the expectations and ambitions of festivalgoers have changed. Th ere are at least fi ve other major annual music festival events in August alone in St. John's. Not only is there competition for the physical infrastructure of the festival, there is competition for festival attendance. As stated by Clarke, "People expect a lot more. . . . When this thing started here in the 70s, especially in Newfoundland, a concert of any kind was a pretty big deal. . . . Th e competition for the entertainment dollar is pretty fi erce" (Personal Interview). Th e risk is thus heightened, not only by the increase in costs, but by the increased chance that the Folk Fest might not be able to pull its weight in terms of attendance, particularly in instances where it is not as central as it used to be, as in the Bowring Park years. Th e boom economy also increased the cost of manual labour and security, to the point where it is incredibly diffi cult to hire enough of each on the NL Folk Fest budget; labourers can get work in construction or oil for almost twice what the NLFAS can aff ord to pay. As the NLFAS approaches its fortieth anniversary in 2016, both the current fi nancially solvent state of the organization and the changing economic climate will continue to have an impact of fi nancial decisions, as labour costs are decreasing but the low Canadian dollar restricts international programming options.
Conclusion
Some fella told me one time, whenever you put on an event, you're taking a gamble that a certain number of people will go see a certain act on a certain day at a certain time for a certain price, and about 10 other variables. . . . the Folk Festival is subject to all that, plus the weather. (Clarke, Personal Interview) Going forward, both John Clarke and John Drover acknowledge the potential need to scale back the festival or fi nd new solutions. Simply put, as a non-profi t, the NL Folk Fest cannot stage the folk festival in the same way it used to. Th e site has changed, and the organization has changed. Th is year, the festival approaches its fortieth year, one of the longest-running folk festivals in Canada; as such, the planning process has been highly refl exive and geared toward commemoration and honouring folk festival past and future. As a fi eld of cultural production, the Newfoundland and Labrador Folk Fest is a particularly complicated web of positioning, from an "old guard" of those invested in vibrant traditions and structure, to those who are attempting to engage and adapt to the new reality of Newfoundland and Labrador as a place; organizational, economic, and cultural realities surrounding the folk festival refl ect changes in There is a certain amount of risk involved with staging an outdoor festival on a rock in the ocean; Newfoundland in August is incredibly unpredictable.
Without question, cancellations and bad weather negatively impact ticket sales, the main source of revenue for the festival and for the NLFAS through the year. In 2012, a successful year for the festival, total ticket revenue was over $210,000. Th at number was down to around $180,000 in 2013, and in 2014, it was down to just under $130,000; when off set by costs, both years ran a defi cit. Funding and sponsorship lay the groundwork and provide initial funds for purchases like rentals and performer bookings. Revenue for the organization's operating budget (including for the subsequent year's festival) then comes from beer and ticket sales. While sponsorship revenue in 2014 was increased dramatically due to new partnerships, it was not enough to cover fi nancial losses, nor was the (literal) "rainy day" fund the organization set aside from prior surpluses. Sponsorship and grants come with commitments that shape the festival as well-for example, Canadian Heritage funding regulations suggest that at least 30 per cent of the festival programming come from outside the province, which has implications for travel costs and groups, increasing the programming budget overall. With the festival growing in cost, the risk of staging it becomes even greater.
Quite simply, the scale of the festival exceeds what could be expected from such sources, as expenses for performer fees in particular have now reached a certain level of professionalization. Th ere is still a heavy focus on local performers on stage and in the workshop tents, but headliner acts are needed to draw out large, paying audiences in order to support the infrastructure of the festival and the cultural scene. A packed evening for a major act can serve to pay for a signifi cant portion of festival infrastructure. For example, in 2015, that act was Hey Rosetta!, a St. John's indie band who have had major success across Canada and internationally. Th ey have a relationship with the festival, having played it in their early days as a group, but many people viewed their inclusion as pandering to a younger audience that
